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What Would You Do? 


What would you do? 


José was in charge of launching an aggressive, new marketing plan. His team consisted mostly of 
; analytical thinkers like himself. Before the project got underway, someone suggested that he 
bring on people with different skill sets to enhance the "intellectual diversity" of his group. The 

: idea was intriguing, but different skill sets probably translated into different ways of thinking, 
different expectations, and very different personalities. All that diversity could mean chaos, and 

; that made José nervous. 


i What would you do? 
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Chaos at the beginning of the creative process is a good thing. In order to generate fresh, new 
ideas that push the boundaries, José should invite people with different points of view and 
| different areas of expertise to join his team. For example, José might include someone from 
_ Sales who would represent the voice of the customer, and someone from Product Development | 
: who's good at generating unusual ideas. When people with different thinking styles and expertise | 
interact, they may indeed come up with conflicting points of view. But they will also likely : 
i generate more innovative ideas that will, in turn, yield a more original, creative marketing 
` campaign. 


: In this topic, you'll learn how to combine different approaches and sets of expertise to build a 
: diverse team or enhance an existing one, establish ground rules for creative brainstorming, and 
use tools that can help you resolve conflicts to get the most out of your team. 


Part of your job as a manager is to foster new ideas. But how do you assemble a team with the right 
mix of skills and perspectives to promote creativity? 


Topic Objectives 


This topic helps you: 


e Recognize your own cognitive preferences as well as those of your team 

e Assess how creativity is supported in your work environment 

e Design teams to increase their creative potential and channel conflict towards productive 
purposes 

e Alter attitudes, group norms, and physical surroundings in ways that improve the likelihood of 
innovative results 


Nurturing creativity 


Every child is an artist. The problem is how to remain an artist once he grows up. 
-Pablo Picasso 


Is your group having trouble generating new business ideas? Is the group thinking too much along 
traditional lines, or having difficulty thinking very far down the road? Is your group reluctant to take 
risks? What can you do as a manager? Are there steps you can take to change such patterns of 
behavior? 
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Here's the good news: the answer to the last question is yes. Essentially, all the dilemmas just 
described trace back to a problem in the creative functioning of the group. Contrary to what many 
people believe, group creativity doesn't just happen—it can be planned for, nurtured, and enhanced. 


Unleashing creative potential 


As a manager, you are the designer of your group. Even though you probably didn't have the 
opportunity to handpick the members of the team you supervise, you can shape and mold their 
interaction. The way you manage the various personalities can help unleash your team's creative 
potential. Make no mistake about it, this can be very demanding work. You start by developing a deep 
appreciation for the different thinking styles of each member of your team. Then you consciously try 
to have those differing approaches rub against each other—making sure that the "abrasion" improves 
rather than undermines the quality of the group's work. 


There are other steps you can take as well. By paying close attention to group norms, you can foster a 
climate in which people feel good about their work, in which they are motivated to seek out problems 
and solve them. You can alter the physical workspace in ways that make for more robust, stimulating 
communication. And you can lead your group through structured thinking exercises that will help them 
make connections they might not have made otherwise. 


Definitions 


Just what are creativity and innovation? You know them when you see them, right? But a deeper 
understanding of what creativity is—and is not—can help you enhance the creativity of any group you 
lead. Let's start with a couple of definitions, and then move on to correct the most common 
misconceptions people have about creativity. 


Creativity is a process of developing and expressing novel ideas that are likely to be useful. 
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Innovation is the embodiment, combination, and/or synthesis of knowledge in original, relevant, valued 
new products, processes, or services. 


Distinctions 


Embedded in these definitions are three key insights: 


1. Creativity is not so much a talent as it is a goal-oriented process. Making your group more 
innovative is not a matter of importing a few people who have creative character traits, and then 
relying on these folks for all your breakthrough ideas. Rather, it's a matter of designing a 
collaborative approach that maximizes everyone's distinctive gifts, experience, and expertise. 
Moreover, the purpose or goal of the creative process is the solving of a particular problem or 
the satisfying of a specific need. 

2. Creativity involves convergent as well as divergent thinking. The creative process begins with 
divergent thinking—a breaking away from familiar or established ways of seeing and doing that 
produces novel ideas. Convergent thinking occurs in the later stages of the process. As the 
original ideas generated by the divergent thinking are communicated to others, they are 
evaluated to determine which ideas are genuinely novel and worth pursuing. The group then uses 
convergent thinking to choose an option with the potential to solve the problem that initiated 
the creative process. 

3. An innovation is the end result of the creative process. Again, creativity is a process you employ 
to improve your problem solving. So you're not done until your creative efforts have produced a 
product, service, or process that answers the original need or solves the problem you identified 
at the outset. 


Creativity is misunderstood 
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There's actually quite a bit of research on creativity that's been done over the years. In the course of 
all this experimentation and exploration, it's become clear that creativity is a widely misunderstood 
subject. Do you have any of the following misconceptions about creativity? Doing away with them 
extends your managerial arena—the range of possible actions you can take to maximize your group's 
creative potential. 


By defying the five misconceptions about creativity, managers can extend their teams' creative 
dynamics. 


Misconception #1 


The smarter you are, the more creative you are. 


Intelligence correlates with creativity only up to a point. Once you have enough intelligence to do your 
job, the relationship no longer holds. That is, above a fairly modest threshold—an IQ of about 120— 
there is no correlation between intelligence and creativity. 


Misconception #2 


The young are more creative than the old. 


Age is not a clear predictor of creative potential. Research shows that it usually takes seven to ten 
years to build up deep expertise in a given fleld—the kind of expertise that enables you to perceive 
patterns of order or meaning that are invisible to the novice. Thus, in the business world, the 
necessary creativity can be found in an adult of any age. At the same time, however, expertise can 
inhibit creativity: experts sometimes find it difficult to see or think outside established patterns. 


Misconception #3 


Creativity is reserved for the few—the flamboyant high rollers. 


The willingness to take calculated risks and the ability to think in untraditional ways do play a role in 
creativity. But that doesn't mean you have to be a bungee jumper in order to be creative. It doesn't 
mean that you have to be markedly different from everyone else. Nor does it mean that creativity is 
restricted to high-impact, high-risk endeavors. Moreover, there are steps managers can take to help 
anyone be a more innovative worker. On rare occasions, those innovations will be visionary leaps 
forward that revolutionize an industry. But more often, they will be small improvements that advance 
the organizational cause. 


Misconception #4 


The creative act is essentially solitary. 


In fact, a high percentage of the world's most important inventions resulted not from the work of one 
lone genius, but from the collaboration of a group of people with complementary skills. Individuals and 
groups who make important discoveries pass through a number of stages. The stage of illumination, 
when a flash of insight occurs, is the next-to-last stage. Although this stage tends to get all the press, 
most innovations come about only after much toil, many dead ends, and more than a few apparent 
breakthroughs that don't pan out. 


Misconception #5 


You can't manage creativity. 
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Granted, creativity is rather like a genie that can't be bottled: you can never know in advance who will 
be involved in a creative act, what that act will be, or precisely when or how it will occur. Nevertheless, 
as a manager, you can create the conditions that make creativity much more likely to occur. That is, 
you can increase the probability of innovation. 


So what's involved in creating these conditions? 


e Carefully determining the composition of your group. 

e Enriching the workplace environment—the psychological and the physical environment. 

e Providing tools and techniques that enhance idea generation. 

e Managing the process of innovation so that the best insights and ideas are translated into 
innovative products, services, and ideas. 


Key Idea: Creative group process 


! Key Idea 

: Innovation is the end result of a creative group process that progresses through several stages. 
| Preparation involves selecting group members to maximize creativity. 

: In the innovation opportunity stage, group members identify the problem requiring creativity. 

| Next is the generation of options stage, which involves promoting divergent thinking. 

| Then the group moves into the incubation stage, when they take time to consider options. 


Finally, the group progresses to convergence on one option, when they move from many options 
; to one innovation or innovative idea. 


7 The creative process is not as linear as these stages might suggest, but each phase is vital to 
: group creativity. As a manager, it's important that you ensure your group's progression through 
; each stage. 


Sometimes, ideas come in flashes of inspiration. More often, though, they come as a result of a 
deliberate process. Knowing this process is a key part of managing a creative group. 


Leadership Insight: Harnessing creativity 


| There are two fundamental challenges in any kind of innovation process. The first challenge is 

you have to generate lots of ideas. Innovation, to some degree, is a numbers game. You make 

| lots of ideas about the problem you’re trying to solve. And then once you get a lot of ideas, you 
then need to figure out a way to then winnow them down and pick the right one. And what 

: we’ve seen in many firms has been that the generation function tends to be fairly limited. They | 
might have five — maybe ten people at the most — working on a problem and trying to come up 
with various ideas to solve that problem. And then selection often also is very limited. They 
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; might get one or two people in the end to make the call and say, "Yeah, we have a business case 
for this, and let’s go with this." 


: What we’ve seen emerge in the last five years have been new models on how to tackle these 
_ problems as well. And the way companies have done this is to completely rethink who gets to 
| suggest ideas and who gets to select ideas. 


One of the great examples of this is a company called Threadless. Now, they’re in a very 
mundane business of making T-shirts. But what they’ve done is that they have basically created 
| a system where anybody in the world in their community of over half a million users can submit 
ideas for T-shirt designs. So they get close to 800 T-shirt designs per week. And this drives the 
: engine. They don't have any internal developers at all. Everything is being done by their 
community members. So they get a lot of different ideas coming through. 


But then, what they’ve also been smart about is that they’ve also asked their community 

members to rate these ideas and to help them select the best ones as well. So now what you've ; 
| done is that you have created a distributed system where idea generation is in the community of | 
users around your company, and they have built a ton of infrastructure around how to encourage 
_ people to submit ideas. : 


: But then also idea selection, a very important part of the innovation process, is also now being 
_ done by these users. And these users not only select the ideas, but they also give a demand 
; signal. They'll say, "I'll actually buy this thing." 


So now what has been a small-numbers game in most firms has been turned inside-out, where 
people from anywhere in the world can come in and submit ideas, and people from anywhere in 
: the world can select ideas and also get the demand signal. So what we thought were 
fundamentally functions within the firm — i.e., who generates ideas, and who selects ideas — 
can now be turned inside-out and be sent to users. 


By actively involving the customer, organizations can give momentum to the innovation process. 


Karim Lakhani 
Assistant Professor, Harvard Business School 


Karim Lakhani is an assistant professor in the Technology and 
Operations Management unit at Harvard Business School. His research 
focuses on distributed innovation systems and the movement of 
innovative activity to the edges of organizations and communities. He 
has extensively studied the emergence of open source software 
communities and their unique innovation and product development 
strategies. 


Karim previously worked for General Electric Medical Systems as a 
member of its Technical Leadership Program. He also worked as a 
consultant for The Boston Consulting Group. He is the co-editor of 
“Perspectives on Free and Open Source Software” and cofounder of the 
MIT-based Open Source Research Community and Web portal. 


His research has been published in journals such as Research Policy, 
Organization Science, Sloan Management Review, and Harvard Business 
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Review. The New York Times, Wall Street Journal, BusinessWeek, Inc., 
NPR, and other media organizations, have covered his research findings. 


He earned his bachelor’s degree in electrical engineering and 
management from McMaster University in Canada. Karim holds a 
doctorate in management and a master’s in technology and policy, both 
from MIT. 


Identify opportunities 


Most successful innovation is the result of a conscious, purposeful search. Some areas represent more 
fertile ground than others. Inside a company, such opportunities include: 


e Unexpected occurrences, such as the loss of an overseas factory because of political upheaval 

e Incongruities—for example, the need to rethink corporate strategy in the wake of a merger 

e Process needs, such as the need to create separate distribution channels for a new line of 
products 

e Industry and market changes 


Opportunities generated outside the company include: 


e Demographic changes—for example, a shift in consumer demand for leisure activities in 
accordance with the aging of the population 

e Changes in perception, such as the strengthening of a company's brand equity 

e New knowledge—for example, the advent of a new technology that cuts production costs in half 

e The need to provide new products or services 


Looking for an area in which to concentrate your creative efforts? Use these categories to help you 
make that assessment. Another approach is to make of list of all the aspects of the company's 
operations that require special knowledge or expertise, and concentrate your efforts there. 


Paradoxical tendencies 


The creative group exhibits paradoxical characteristics. This chart shows tendencies of thought and 
action that appear to be mutually exclusive or contradictory, but which somehow manage to exist side 
by side. For example, to do its best work, your group needs deep knowledge of the subjects relevant 
to the problem it's trying to solve, and a mastery of the processes involved. But at the same time, 
your group needs fresh perspectives that are unencumbered by the prevailing wisdom or established 
ways of doing things. (Often called a "beginner's mind," this is the perspective of a newcomer: 
someone who is curious, even playful, and willing to ask anything—because he doesn't know what he 
doesn't know.) 


Activity: Formulate the perfect creative team 


Determine the ideal mix of traits in a creative group. 


: As you build an optimal creative team, what combination of team member characteristics would 
| be most effective? Choose the best mix below. 
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80% Beginner's mind, 20% Experience 
80% Freedom, 20% Discipline 
80% Play, 20% Professionalism 
80% Improvisation, 20% Planning 


Not the best choice. This team is out of balance. Having more members with a beginner's 
mind, a sense of freedom, a preference for play and improvisation may bring new ideas, 
but the ideas may not be practical or easily implemented without experienced team 
members who are disciplined, professional, and skilled at planning. 


80% Beginner's mind, 20% Experience 
80% Freedom, 20% Discipline 
20% Play, 80% Professionalism 
20% Improvisation, 80% Planning 


Not the best choice. This team is out of balance. Your team must work within the 
confines of real business needs—and in alignment with your company's strategy, so you 
need more members who are experienced and disciplined. On the other hand, since this 
team is skewed toward professionalism and planning, they may miss the out-of-the-box 
ideas that come from members who are able to improvise and play. 


50% Beginner's mind, 50% Experience 
50% Freedom, 50% Discipline 
50% Play, 50% Professionalism 
50% Improvisation, 50% Planning 


Correct choice. Creative groups need a balance of these characteristics to create the 
optimal setting for innovaton. 


20% Beginner's mind, 80% Experience 
20% Freedom, 80% Discipline 
20% Play, 80% Professionalism 
20% Improvisation, 80% Planning 


Not the best choice. This team is out of balance. Your team must work within the 
confines of real business needs—and in alignment with your company's strategy, so it is 
helpful to have members who are professional, experienced, and are skilled at planning. 
But it also needs latitude—some degree of freedom to determine how it will achieve the 
strategy and address the business needs. Adding members from the other side of the 
spectrum would achieve this. 


Key Idea 


The characteristics that are necessary for creative work seem contradictory, and they rarely 

; exist in one person. That's one reason why teams are increasingly important in today's economy: 
they ensure a level of creative output that is greater than what individuals working alone could 
achieve. But in order to achieve that kind of output, you have to carefully examine the 
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composition of your group. You need to make sure that your group, as a whole, has all the 
; requisite skills and attributes that help a group produce creative ideas. 


Teams ensure a level of creative output that is greater than what any individual could achieve. 


Key Idea: Intellectual diversity 


Key Idea 


_ The key ingredient here is intellectual diversity. You need people with different areas of expertise | 
; and deep knowledge in different disciplines, but you also need people with different thinking 
styles. Here, it's important to understand that intellectual diversity is not the same thing as 

; ethnic and gender diversity. Ethnic and gender diversity can often enhance your group's variety 

of thought, but they don't guarantee it. You can't assume that people of the same gender or 

© ethnic group will think alike—or that people of different groups think differently. So even as you 
consider the ethnic and gender representation of your group, focus on preferred thinking styles, 

| functional specialties, and the particular skills that influence how a person approaches a problem. 


While ethnic and gender diversity are important, strive to have intellectual diversity represented in 
your group. 


Preferred thinking styles 


It requires a very unusual mind to undertake the obvious. 
-Alfred North Whitehead 


What is a preferred thinking style? It's the essentially unconscious way a person looks at and interacts 
with the world. When faced with a problem or dilemma, a person will usually approach it by thinking in 
the way she is most comfortable. And although each style has particular advantages, no one style is 
better than another. 


There are many different ways to describe how people think and make decisions. For the purposes of 
ensuring that your group has all the characteristics necessary for creative work, what's most important 
is that you develop the ability to recognize and describe different thinking styles. 


Myers-Briggs Type Indicator 


The Myers-Briggs Type Indicator breaks down thinking preferences into four categories, with two 
opposite tendencies in each category. 


Opposing Myers-Briggs Types 
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Extroverted: 
These people look 
to other people as 
the primary 
means of 
processing 
information. 


Sensing: These 
people tend to 
prefer hard data, 
concrete facts— 
information that is 
closely tied to the 
five senses. 


Thinking: These 
people prefer 
logical processes 
and orderly ways 
of approaching 
problems. 


Judging: These 
people tend to 
prefer closure— 
they like having all 
the loose ends 
tied up. 


Innovation and Creativity 


Introverted: These people 
tend to process information 
internally first before 
presenting the results to 
others. 


Intuitive: These people are 
more comfortable with 
ideas and concepts, with 
the "big picture." 


Feeling: These people are 
more attuned to emotional 
cues; they are more likely 
to make decisions based on 
the values or relationships 
involved. 


Perceiving: These people 
like things more open; they 
tend to be more 
comfortable with ambiguity 
and often want to collect 
still more data before 
reaching a decision. 


Don't get hung up on the actual word used to describe a particular tendency. Everyone exhibits all 
eight of these tendencies, but they do it in varying degrees. For example, it's not that a feeling person 
is incapable of logical thought—rather, it's that his or her thinking about a decision tends to be guided 
by the emotional impact of that decision on key relationships. 


Start with yourself: how would you characterize your own thinking style? Knowing your own 
preferences helps you appreciate other thinking styles—you begin to understand how different 
perspectives can complement or round out your own. You may be particularly good at generating 
unusual ideas. But for those ideas to lead to something productive, your team will also need people 
with strong analytical skills who can assess whether your novel ideas fit the criteria that your 
customers require. In addition, your team will need people with the practical intelligence necessary for 
translating your idea into a product or service. 


When different thinking styles rub against each other, creative sparks fly. That's the insight behind the 
phrase creative abrasion. 
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Make creative sparks fly 


An intellectually diverse group thinks more creatively and is more likely to generate innovative 
solutions. You can't make people adopt a different thinking style, but you can orchestrate thinking 
styles in such a way that your group's output benefits from the different perspectives. 


How do you get creative abrasion? You import creative diversity from the outside, or you build your 
internal capacity for it. 


Assess team diversity 


Consider yourself lucky if you have the opportunity to compose your team from scratch. The more 
likely scenario is that you're assigned a team to lead, and the membership has already been 
determined. Once you've assessed how the thinking styles of your team members complement (or 
duplicate) your own, you'll have a pretty good feel for whether any gaps exist. If the team lacks vital 
skills or expertise, you're going to have to look outside your group to find what you need. 


Activity: Got diversity? 


Is your group composed of people with similar thinking styles and skills? 


: Answer each of the following five questions "yes" or "no." Record your answers manually as you 
: go. 


! 1. Group members seem reluctant to disagree with each other. 

! 2. Your group needs more radical innovations than they are currently generating. 

| 3. The group has been working together for more than three years. 

: 4. Group members tend to agree rapidly on what to do. 

: 5. You suspect that there are minority opinions in the group that are not being heard. 


: Select your tally. 


Four or five "yes" answers 


http://gwiz4 .gene.com/groups/Humres/development/managementor/20 1 lmanagementor/innovation_and_creativity/print_topic html 13/56 


9/7/2016 


Innovation and Creativity 


Your result shows your team could benefit from greater intellectual diversity. Diverse 
groups think more creatively and are more likely to generate innovative solutions. Look 
for opportunities to provide your group with outside stimulation. Are there people with 
different thinking styles or skills in your organization who could temporarily take part in 
the work of your team? You might also want to offer training to encourage team 
members to question each other's assumptions and to listen to each others' points of 
view. Also, if you have the opportunity to hire more team members, look for people 
whose intellectual perspectives complement your existing team's preferred styles and 
skills. 


Two or three "yes" answers 


Your result shows your team is not as intellectually diverse as it could be. Diverse groups 
think more creatively and are more likely to generate innovative solutions. Look for 
opportunities to provide your group with outside stimulation. For example, you might 
bring in some guest speakers, or plan field trips to other organizations. Also, consider 
asking people with different thinking styles or skills in your organization to temporarily 
take part in the work of your team. 


Zero or one "yes" answers 


Your result shows strong intellectual diversity at present. Your group likely has 
complementary thinking styles and skills, which allow them to think more creatively and 
generate innovative solutions. However, stay alert to future indications that your team 
members may need some outside stimulation. 


Import intellectual diversity 


First, look elsewhere within your organization. Are there people with different thinking styles or skills 


When all men think alike, no one thinks 


very much. 
-Walter Lippmann 


who could temporarily take part in the work of your team? If not, you'll need to go outside your 
organization—and maybe outside your industry. 


When engineers working at a ceramics manufacturer were having difficulty getting the ceramics 
to release from their molds, they realized that their problem had to do with quick-freezing, not 
with ceramics. So instead of seeking out other ceramics experts, they turned to the experts in 
quick-freezing: the food industry. 


Other suggestions for sparking your group's creativity: guest speakers, interns, even field trips to 
other organizations. 


Leadership Insight: The innovation value chain 
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Well, I’m really fortunate to first of all to work for Google. | absolutely love working there, and 
it’s full of smart people — lots of energy and tremendously inquisitive and trying to figure out 

_ new ways of doing things and lots of information. And one of the challenges for any organization 
when it comes to innovation, certainly across my career in Google, is how do you approach a 

| situation where you want to implement a program that is panregional or pandepartmental, for 
example, without actually killing the innovation of folks who are working in the field figuring out 
some of the problems you are trying to figure out already? 


| So, you’ve got two paths you can follow. You can follow a path that means this is the way we 

: are going to do things and this is the new system, etc., and kind of disenfranchise those people 
— and by doing that you are killing that innovation. You are killing that creative spirit that they 
: themselves have. 


It’s really important you hold on to that because if you take the other path, which is to say, "Let 
; me see what you are doing. Can you educate me? Can you show me? How can we embrace what 
it is you do into what it is we are trying to make sure everybody can do by creating something 

| that’s accessible to everybody without restricting the information?" particularly at a marketing 
setting or a sales setting, where you want to make sure information is not just held by one 

| particular person. 


| So, the lesson for me when | look back at my career, when | compare it with Google, maybe my 
: previous life just before Google, is that it may take a little bit longer to get a plan together for 

what something might look like, but that plan will be far richer and more robust if you spent the 
; time to sit with people who eventually will become your champions. 


: They will be the people who show everybody else how to use it. They will be the people who 
come up with new ideas, and before you know, it will be on version two, version three, version 


four, version five, and those folks will have moved up. You can call it the value chain. They are no : 


longer trying to figure out problems. They are helping people solve new problems and coming up 
: with new ways of doing things. 


So that will be my biggest lesson. It was a big eye-opener, particularly in the last three or four 
; years — to actually take the time to sit with people because they genuinely want to help you. 


How do you innovate across departments or regions? Involve the people who will implement the 
innovation in the early planning stages. 


Adrian Beggan 
Director, Sales and Marketing Intelligence, Google 


Adrian Beggan is a Director of Sales and Market Intelligence for Google 
Inc. based in Dublin, Ireland. In his role at Google, he leads the design, 
development, and implementation of the Global Sales and Market 
Intelligence platform. 


Prior to his time at Google, Adrian was Director of EMEA Business 
Intelligence for Dell Inc. His seven years at Dell culminated in 
establishing EMEA as the global template for the marketing database 
and business intelligence function. 
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Adrian began his marketing career at Guinness Ireland Group where he 
worked as a marketing analyst and implemented a national customer 
database for Guinness Clothing and Merchandising. 


Adrian received his Bachelor of Science in management science from 
Trinity College Dublin and his Master of Business Administration from 
University College Dublin. He also attended Harvard Business School’s 
High Potential Leadership Program, and is working towards a Master of 
Science in Economics at Trinity College Dublin. 


Hire for creative abrasion 


On those occasions when you are able to hire new employees, take full advantage of the opportunity: 


e Look for people whose intellectual perspectives complement (but don't duplicate) your own 
preferred styles and skills, as well as those of your group. 

e Look for a balance of expertise and personal characteristics (such as initiative, ability to get 
along with others, etc.) in each new hire. 

e Look for people who are able and willing to work across functional boundaries. 

e When you set specific hiring criteria, put a premium on increasing your group's intellectual 
diversity and finding necessary skills that the group currently lacks. Don't simply list a standard 
set of skills. 


Also consider exploring nontraditional hiring channels (channels other than your company's human 
resources department). For example: 


e Consider interns who've spent a summer or semester with your company. 

e Ask colleagues for referrals. 

e Ask friends outside your industry to be on the lookout for people whose skill sets match your 
needs. 


Remember: if your goal is to create change within the group, it won't be enough just to hire one 
person who has a different perspective. A lone hire soon feels isolated and becomes marginalized. For 
the different thinking styles to make a difference, you need to begin by hiring a critical mass of 
newcomers with fresh perspectives. 


Integrate team members 
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After hiring new team members, your work doesn't stop. It's up to you to take the initiative to ensure 


Innovation and Creativity 


that new members are thoroughly integrated into the functioning of the team: 


e Discuss with group members why it is valuable to have people with different perspectives and 
skills. 

e Give the group some input into the hiring decisions. 

e When someone with different perspectives or skills is brought on board, make sure that person 
has a mentor. 

e Make sure that group members who represent different skills and perspectives will be able to 
demonstrate their value to the group—even if it's only in small ways at the outset. 

e Meet regularly with new members to discuss their experience with the group. 

e Make certain that a new member's role within the group's overall vision is very clear. 

e Make sure that new people are included in social events. 


Key Idea: Manage creative conflict 


Key Idea 


| Make no mistake about it: intellectual diversity does have its hazards. When you put different 
thinking styles together on one team, the result will not be unbroken harmony—nor would you 

: want it to be. Expect to have disagreements and clashes—that way, you won't be surprised 
when they occur. But you must be vigilant nonetheless, constantly asking yourself if the conflict 
_ is creative or not. 


For creative abrasion to work, you have to maintain a dynamic equilibrium. You want to foster 

_ substantive conflict—that is, the kind of abrasion that gets team members interacting. You want 
; your team members to listen to each other's points of view and question each other's 

_ assumptions. 


At the same time, you must prevent the conflict from becoming personal, or else the group will 
_ splinter and productivity will suffer. 


In a creative team, conflict can be a good thing: it sharpens ideas and increases the energy of the 
discussion. You must learn to distinguish between positive and negative creative conflict. 


Leadership Insight: You can't go it alone 


: Over the years, my field of study has been entrepreneurship. I've worked in a lot of companies 


_ and been on a lot of boards — probably 30, 35 boards over the years. Everybody wants to be an 


entrepreneur. There's a great glory in it now. When I was a student, nobody even used the word 
: "entrepreneurship." And | can remember one of my senior colleagues telling me the purpose of 
business school was to replace the entrepreneurs. But in fact now this is so important in life. 


But when you ask yourself, ‘How do | survive as an entrepreneur inside the company?' - | don't 
| know. But | do know you can kill entrepreneurship in any organization. 
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The first thing is, you maximize competition. You need people to work together. If you think of 
; the purpose of business, it's to accomplish things through a group of people that no individuals 
can accomplish by themselves. 


: The second thing is, many people who are starting a business, they think they know the answer. 
_ So you tightly control all the initiatives. That will never work. More brains are always better than 
_ only one brain — although not everyone agrees with that. 


A third thing that people often do is they say, "Let's punish failure severely. We only want 
successful people." If you've gotten to my age and haven't failed at a few things, you probably 
' have not tried. And punishing failure within organizations simply says to your best people, "Take 
_ on the safest problem." 


| Now one of the things, if you're trying to create organizations in the company that are going to 
succeed, the company's going to get the reward. So you don't want to asymmetrically say, "We 
; win if you win, and you lose if you lose." You really need to make sure that people understand 
that failure is a possibility, and they know in advance how you're going to deal with it. 


The fourth thing is dancing to the Wall Street tune: maximizing short-term profits. We all know 
how you can cut costs, it's the story of the farmer whose horse was eating too much and he 

; thought he could train the horse to eat less. So he just gave him a little less food every day, and 
when he got him down to eating practically nothing, the damn thing up and died. And in fact, 

| trying to maximize short-term profits often means you're not investing. 


: And of course the last thing you can do to kill entrepreneurship is real easy. Make sure you make 
_ all the important decisions. 


: These kinds of things, if you're trying to build a business within a business, you can't model 

; yourself on the "I can do it all by myself" entrepreneur. First, very few of them succeed either. 
: You really need to understand you're building a team whose purpose is to serve your customer 
: at a profit. 


Building a business within a business is a team process. 


Howard H. Stevenson 
Senior Associate Dean, Harvard Business School 


Howard H. Stevenson is Sarofim-Rock Baker Foundation Professor, 
Senior Associate Dean, Director of Publishing, and Chair of the Harvard 
Business Publishing Company board. The Sarofim-Rock Chair was 
established in 1982 to provide a continuing base for research and 
teaching in the field of entrepreneurship. 


Previously, he served as the Vice Provost for Harvard University 
Resources and Planning and as Senior Associate Provost. He was also 
the Senior Associate Dean and Director of External Relations at Harvard 
Business School from 2001 to 2005. Professor Stevenson was a 
founder and the first President of the Baupost Group, Inc. which 
manages partnerships investing in liquid securities for wealthy families. 


He has authored, edited, or co-authored 11 books and 42 articles. 
Some of his co-authored titles include "New Business Ventures and the 
Entrepreneur" with Michael J. Roberts and H. Irving Grousbeck; "Policy 
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Formulation and Administration" with C.R. Christensen, N. Berg and M. 
Salter; and "The Entrepreneurial Venture" with William Sahlman. His 
scholarly papers have appeared in publications such as Sloan 
Management Review, Harvard Business Review, Real Estate Review, and 
Journal of Business Venturing. 


He received his Bachelor of Science in mathematics from Stanford 
University, and both his Master of Business Administration and Doctor 
of Business Administration degrees from Harvard University. 


Establish group norms 


Group norms won't prevent all conflict from happening, but they are very useful to turn to when there 
is strife. Being able to refer team members back to the agreed-upon ways of behaving can help you 
restore a sense of team identity, and turn conflict into something substantive and productive. 


What should your group's operating guidelines be? That depends on the purpose of the group and the 
personalities of its members. But certainly any effective set of norms should be clear and concise. 
They should also include the basics: respect for all members of the group, a commitment to active 
listening, and an understanding about how to voice concerns and handle conflict. 


To guarantee the free flow of ideas, some groups may want to go further—for example, making explicit 
that anyone is entitled to disagree with anyone else. They may also want to adopt specific guidelines 
that: 


e Support calculated risk taking 

e Establish procedures about acknowledging and handling failure 
e Foster individual expression 

e Encourage a playful attitude 


Whatever principles your group decides upon, make sure all the members participate in establishing 
them—and that everyone is willing to abide by them. 


Learn from failure 


Failure can be useful if it is "intelligent failure." However, this does not mean simply learning from 
mistakes or making the same mistakes over and over. For intelligent failure to take place, you must: 


e Acknowledge that there is a risk and plan contingencies 
e Keep management informed 
e Assess and learn from any failures 


Promote group norms 
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Group norms are important for establishing a psychological climate that promotes creativity, but they 
will get you only so far. If you want team members to believe that the norms are for real, you have to 
back them up with the following: 


e Your concrete actions as a manager—how you respond to events and to what your team 
members say and do. What you say you value most highly and how you actually respond to the 
course of events can often be two very different things. To make sure there is no dissonance 
between these two, ask team members to fill out anonymous evaluation forms from time to 
time, in which they assess whether your behavior fosters free-flowing communication, a 
willingness to take risks, and an ability to acknowledge and examine failure. Moreover, don't 
underestimate the importance of direction and feedback. Research indicates that a cogent 
explanation of employee responsibilities and clear, frequent feedback from supervisors are among 
the most powerful motivational elements of a manager's tool kit. 

e The reward system—your company's compensation plan, plus any additional incentives and 
means of recognition that you set up. 


Establish a reward system 


Creativity will not flourish without a reward system that encourages individuals to stretch their ideas, 
to try totally new approaches, and to push beyond the bounds of normal work processes. Creative 
energy is a limited resource and must be replenished—not just at the end of the creative process, but 
throughout the project's life cycle. An exhausted or discouraged group cannot maintain their 
creativity. Rewards serve to rejuvenate and refresh creative energy. 


There are many mechanisms for helping people feel motivated and energized to work creatively. 
Rewards can be based on: 


e Recognition—for example, acknowledging an individual or group with a plaque or public 
announcement 

e Control—allowing an individual or group to participate in making a decision or choice that affects 
them, or giving a group the resources it needs to carry out a project 

e Celebration—for example, acknowledging a successful new-product launch by throwing a party 

e Rejuvenation—providing time off or away from the task 


How rewards motivate 
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\ \ 
Another way to think about rewards is in terms of how they motivate. A reward can either be: 


e Intrinsic—something that appeals to a person's desire for self-actualization or challenge, to her 
deep interest and involvement in the work, or to her curiosity or sense of enjoyment; or 

e Extrinsic—something that appeals to a person's desire to attain a goal that is distinct from the 
work itself. Examples can include incentive pay, a luxury vacation given as a reward for 
generating the most sales, or special recognition for winning a competition or meeting an 
important deadline 


In any effective reward system, these two sources of motivation work hand in hand. Especially where 
the work is not routine, you need to rely on the power of intrinsic motivation to generate creative 
thought. In other words, you must make sure that any rewards or incentives you establish don't 
become more important than the work itself, thereby undermining team members' intrinsic motivation. 
But at the same time, don't underestimate the power of money, recognition, or other incentives to 
bolster a group member's self-esteem, and thus enhance his intrinsic motivation. They can also give a 
team the freedom to attempt experiments or to take risks that it wouldn't have had the means to do 
otherwise. 


Obviously, it's highly unlikely that you'll have the leeway to create a compensation plan for your team 
—but there probably are areas where you have the power to tweak the existing system to better suit 
your team's situation. Some questions you may want to consider: 


e Does the group need special incentives, different from the larger reward system of the 
organization as a whole? 

e If you cannot change the formal reward structure of your group, what informal awards can you 
design and distribute? 


Promote play 
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Physical surroundings can have an enormous impact on creativity. When an environment is filled with 
many types of stimuli, it sends the message "think differently." It encourages people to make new 
connections and to think more broadly. 


Truly creative environments are notable for the variety of art, toys, and reading material they contain. 
For example, a software company might include illustrated books about architectural design along with 
technical reading in the employees' lounge. Another company might sprinkle wind-up toys or 3-D 
gadgets throughout the workspace. 


Encouraging a playful attitude is especially important, because it helps people fully express their 
individuality and so enhances the quality of the group's creative output. Play serves a serious function: 
when employees are taking a play break, their work problems are incubating. The conscious mind takes 
a break from the problem at hand and then is able to return refreshed—perhaps with a new approach 
or a unique solution. 


Encourage reflection 


The workplace itself is alive with the unexpected; when employees interact with it, it 
yields provocations no one can possibly expect. 
-Alan Robinson and Sam Stern 


Creative environments don't just provide casual and playful spaces—they also provide areas where 
employees can be quiet and reflective. The goal is to open up the range of emotional responses people 
experience at work—quite a contrast from the traditional, "buttoned-down" approach to the work 
environment. 


Improve the environment 


The world is but a canvas to the 
imagination. 
-Henry David Thoreau 


You may not be able to design your workspace from the ground up, but there are valuable—and 
relatively inexpensive—steps you can take to enhance your team's physical surroundings. As you 
consider your options, keep the following questions in mind: 


e How might you encourage casual conversations that lead to creative ideas? 


Conversations and spontaneous meetings often occur in public areas such as mailrooms, 
kitchens, or around water coolers. Are these areas centrally located? Do you have comfortable, 
informal gathering places? One company designed staircases wide enough for people to stop and 
chat. Another placed beanbag chairs in conference rooms to create a more casual atmosphere. 


e What tools might you supply to encourage better communication? 


Some companies place whiteboards and flip charts in informal meeting spaces—for example, the 
kitchen—and not just in conference rooms. This allows people to sketch out their ideas during a 
spontaneous discussion. Other companies spread crayons and white paper on conference room 
tables to encourage doodling and diagramming ideas—enabling a mode of thought that is quite 
different from verbal discussion. 
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e What types of media do team members respond to? 


One person may find a lively discussion the most effective means of generating new ideas. 
Another may prefer the time and quiet afforded by e-mail communication. Still another may 
respond best to visual imagery. Including nontraditional communication tools helps you capture 
the creative potential of all the members of your group. 


Generating options 


All stages in the creative group process are critical to innovation. However, two of the stages are more 
complex and warrant further explanation: divergence and convergence. 


Innovative ideas and products result from the application of divergent thinking. Especially if your group 
is charged with tasks that are not routine, it will need to be able "to think outside the box." 


Such thinking consists of: 


e Seeing connections among facts or events that others have missed 
e Asking questions that haven't been asked before 
e Asking questions from different perspectives 


The goal of divergent thinking is to generate—and to generate quickly—a wide variety of options. 
(From the list you generate, you select the best options to pursue further—this is the convergent part 
of the innovation process.) 


Brainstorming principles 


Creativity involves breaking out of established patterns in order to look at things in a 
different way. 
-Edward de Bono 


A particularly useful tool for stimulating divergent thought is brainstorming. Brainstorming builds: 


e Fluency, your ability to produce many original ideas easily 
e Flexibility, your ability to come up with many different kinds of ideas 


For a brainstorming exercise to succeed, it's crucial to observe four key principles: 


e Focus the brainstorming on an actual problem that your group is trying to solve. In other words, 
your brainstorming should be bound by real-world constraints. 
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e Judgment should be suspended while ideas are being generated. Even the wildest ideas are to be 
encouraged because the quantity of ideas affects the quality of the final decision. 
e Limit the discussion to one conversation at a time and keep it focused on the topic. 
e Try to build on the ideas of others whenever possible. 


Four brainstorming techniques 


Brainstorming techniques fall into four broad categories: visioning, exploring, modifying, and 
experimenting. Each category uses a different thought process, but there are some commonalities. 
Modifying and experimenting techniques, for example, start with existing data and use intuition to draw 
ideas from those facts. With visioning and exploring techniques, the intuitive process is followed by 
information gathering and data analysis. 


Visioning 


This approach asks you to imagine, in detail, a long-term, ideal solution as well the means of achieving 
it. The idea is to break free of the ingrained practicality that inhibits innovative thought. 


Begin by ignoring constraints: if money, time, and resources were no object, what ideas would produce 
the ideal future? 


For example, if your consulting company could provide any services, which services would you 
choose? 


As you try to imagine the ideal future, follow what intrigues you—a breakthrough idea often comes 
from a seemingly irrelevant place. The following are three strategies to help people on your team 
imagine an ideal future: 


12) 


1. Wish List: Ask your team members to "let themselves go" and imagine an ideal situation where 
they would be granted any wish they wanted. Encourage everyone to review their lists: what did 
they discover about themselves or the situation? 

2. The Ideal Scenario: Ask the group to imagine what the ideal solution would look like. This can be 
done with words or images. For example, participants could pore over magazines, select images, 
and paste them together in a collage. Follow the creation with discussion and exploration. 

3. Time Machine: Ask participants to pretend that they can time travel to 5-7 years from now. 
What would the situation look like then? What would have been accomplished? Add whatever 
questions are relevant to the creative challenge being explored. 
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Once you've generated several ideas that would constitute an ideal future, ask what it would take to 
make those ideas happen. How would you actually bring about the ideas you've envisioned? 


Exploring 


These strategies often use guided imagery—symbols, analogies, and metaphors—to describe an ideal 
scenario as well as to challenge assumptions. 


| 


If your group is trying to create truly innovative customer service, for example, you could ask: if 
customer service were music, what music comes to mind when you think of best-practice customer 
service? Or, what are the feelings that you want your ideal level of service to generate in customers— 
and what are the sensory images that come to mind when you envision that service? 


A variation of this method is to take the assumptions you've been working under and literally reverse 
them—the new possibilities that emerge are often fruitful. A related approach, called paradoxical 
thinking, helps free your mind from conventional patterns by developing an awareness of opposites. 


Modifying 


Whereas visioning techniques begin by assuming that there are no constraints, modifying techniques 
begin with the status quo—with current technology or conditions—and seek to make adaptations. One 
great way to see how to modify or adapt your current product or service is to try to look at it as 
though you were a customer. For example, if you work at a design software company, try to envision 
yourself as a designer who wants a new program. What features or functionality would you like the 
program to include? 


Experimenting 


These methodologies help you systematically combine elements in various ways and then test the 
combinations. One such approach involves creating a matrix. For example, a car-wash owner in search 
of anew market or market extension would begin by listing parameters across the top: method, 
products washed, equipment, and products sold; under each parameter, he lists all the possible 
variations he can think of. Under the equipment category, the variations might include sprays, 
conveyors, stalls, dryers, and brushes; the products washed category might include cars, houses, 
clothes, and dogs. The resulting table allows him to put together new business possibilities using 
alternatives listed under the columns. Thus, he might decide to start a service for pet owners to wash 
their dogs by using stalls and brushes. 


Leadership Insight: Position for future markets 


So very early on when I was at Qualcomm, a bunch of engineers went to our CEO and said, “Hey, 
| look; we have got this great idea for a new phone.” 


: This phone was huge — it was bigger than anything anyone had ever seen. | know today we’re 
; living with very small phones, but even at that time this was a very big phone. 
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_ Our CEO had said, “Well, there’s not really a customer for that.” But the engineers thought it i 
| was really, really cool that they were able to create this phone that had a lot of functionality in it; 
_ and [there was] really a lot of innovation was enclosed inside the phone. 


: Even though there were no customers for it, our CEO said, “Well, that’s incremental, that you 
; guys were able to get to the next level and think through what we were going to be doing as a 
phone design, even though there isn’t a customer that would buy it.” 


: Interestingly, several years later, many of the ideas that went into that phone are being utilized 
| today. So things like GPS, where you can track the position of where you are, was something 
_ that was thought about by our engineers in that phone design. 


2 But many years ago that was not something that was interesting for customers, and the market 
: didn’t realize they needed it. 


So from an innovation standpoint, it’s always important to think five years and ten years out, 
; and to be continuing to try to push that envelope even though there may not be a customer 
today. That’s how you get large innovation within organizations. 


Innovations that may not benefit customers today could meet their needs tomorrow. 


Tamar Elkeles 
Vice President, Learning and Development, Qualcomm 


Tamar Elkeles is the Vice President and creator of the Learning Center 
at QUALCOMM, a telecommunications research and development 
company. The QUALCOMM Learning Center operates as an internal 
consulting function within the organization, providing business divisions 
with innovative solutions in learning, organizational development, and 
communications that impact business results. 


Tamar has been featured in both Chief Learning Officer magazine and 
Training magazine for her leadership and contributions to the learning 
profession. In 2007 she coauthored the book “The Chief Learning 
Officer: Driving Value Within a Changing Organization Through Learning 
and Development.” Nationally, Tamar is a member of the Conference 
Board Council for Training, Development, and Education, as well as a 
member of the CLO magazine editorial board. She holds both a Master 
of Science and a doctorate in organizational psychology. 


Activity: Pick the right brainstorming technique 


Different creativity challenges call for different brainstorming techniques. Choose the right technique 
for the particular challenge at hand. 


: You and your team want to "test what you know about the box." That is, you want to combine 
| different pieces of your knowledge and then test those combinations to generate creative ideas. 
What brainstorming technique would you use in this situation? 


Visioning 
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Not the best choice. Visioning is not about combining different pieces of information and 
then testing them for new business possibilities. 
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Exploring 


Not the best choice. Exploring is not about combining different pieces of information and 
then testing them for new business possibilities. 


Modifying 


Not the best choice. Modifying is not about combining different pieces of information and 
then testing them for new business possibilities. 


Experimenting 


Correct choice. Experimenting is about systematically combining information in various 


ways and then testing those combinations to see if they reveal valuable new business 
possibilities. 


You and your team want to "break out of the box" in solving a problem. That is, you want to 
ignore practical concerns and constraints. Which brainstorming technique would you use? 
Visioning 
Correct choice. Visioning is about ignoring constraints; for example, by imagining an ideal 
situation you would be granted if you could make any wish you wanted. 
Exploring 
Not the best choice. Exploring is not about ignoring practical concerns and constraints. 
Modifying 
Not the best choice. Modifying is not about ignoring practical concerns and constraints. 
Experimenting 


Not the best choice. Experimenting is not about ignoring practical concerns and 
constraints. 


: You and your team want to "get into the box" to solve a problem. Put another way, you want to 
_ reverse the assumptions you've been working under. For example, instead of "You can't increase 
; sales and profitability at the same time," reverse the assumption to "Sales and profitability will 
; always increase at the same time." Which brainstorming technique would you use in this 
| situation? 

Visioning 

Not the best choice. Visioning is not about reversing assumptions. 

Exploring 


Correct choice. Exploring is about reversing assumptions so you can see business 
challenges in a new light. 


Modifying 
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Not the best choice. Modifying is not about reversing assumptions. 
Experimenting 


Not the best choice. Experimenting is not about reversing assumptions. 


You and your team want to "be bigger than the box." In other words, you want to look at 
| current conditions and consider how you might improve on them. What brainstorming technique 


_ would you use in this situation? 
Visioning 
Not the best choice. Visioning is not about starting with the status quo and seeking to 
make adaptations to it. 
Exploring 


Not the best choice. Exploring is not about starting with the status quo and seeking to 
make adaptations to it. 


Modifying 


Correct choice. Modifying is about beginning with the status quo and thinking about how 
you might make adaptations to it in order to generate valuable new products or services. 


Experimenting 


Not the best choice. Experimenting is not about starting with the status quo and seeking 
to make adaptations to it. 


Selecting options 


rere errr fF 
ere ete? 


At various points in the life of a project, the fruits of divergent thinking must be harvested and put to 
use. In moving from divergent to convergent thinking, a team stops emphasizing what is novel and 
starts emphasizing what is useful. The work of convergence involves setting limits—narrowing the field 
of solutions using a given set of constraints. 


Narrowing 
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And how do you determine those constraints? The culture, mission, priorities, and high-level concept of 
your company and project all contribute to the answer. They help you rule out options by identifying 
potential solutions that lie beyond the scope of your project. 


Helpful questions to ask your team once it has generated a range of possible solutions to a problem 
include the following: 


e What functions are essential (from your customers’ point of view) and what are "nice-to-haves"? 
e What criteria are determined by the company's values? 

e What are your cost constraints? 

e What are your size or shape constraints (for a product)? 

e Within what time must you complete the project? 

e In what ways must the product or service be compatible with existing products or services? 


Starting convergence activities 


When the problem to be solved is well understood or fairly routine, your group may not need to devote 
much time to divergent thinking. When time is not an issue, you may want to devote more time to 
divergent activities than you otherwise would. For general creative problem solving, however, the time 
spent on convergent thinking should more or less equal the time spent on divergent thinking. 


Overview 


This section provides interactive exercises so you can practice what you've learned. These exercises 
are self-checks only; your answers will not be used to evaluate your performance in the topic. 


Scenario 


Assume the role of a manager in a fictional situation and explore different outcomes based on your 
choices (5-10 minutes). 


Check Your Knowledge 


Assess your understanding of key points by completing a 10-question quiz (10 minutes). 


Scenario: Part 1 
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| Part 1 


: Emily oversees the New Product Development group. The team is talented and has a solid 
: history of working well together. Over the last year, business has been on an upswing. For once, 


Emily has a generous budget and a few open positions to fill. 


: Senior management's latest strategy places an emphasis on bringing innovative products to 
| market fast. Emily knows that the success of her team will be measured by the quality of 
products they develop. The pressure is on to be innovative, original, and cutting-edge. 


: Emily has recently read about a term called "creative abrasion." For creative sparks to fly, she 
' understands that she needs to enhance the creative potential of her group. She contemplates 


_ where to begin. 


To enhance the creativity of her group, what step might Emily take 


next? 


e Look for non-traditional, creative types to add to the group 


Not the best choice. 


It's a common misconception that creativity is reserved for a 
select few. A willingness to think in untraditional ways does play a 
role in creativity. But that doesn't mean that creative people are 
markedly different from everyone else. Emily should begin by 
analyzing the composition of her existing group and then looking 
for those who can complement the existing group. 


Make sure she includes young people who bring fresh ideas 
Not the best choice. 


Age is not a clear predictor of creative potential. To foster 
creativity, Emily needs to bring together a diverse group with a 
mix of skills and styles. Emily may decide to add youth to the 
overall mix of the group, but she shouldn't assume that young 
people are more creative than older individuals. 


Analyze the thinking styles and skills of her existing group 
Correct choice. 


Emily needs to start by analyzing the composition of her existing 
group. What mix of skills and thinking styles do the members of 
the team bring to the creative table? What is missing that might 
be added to the creative mix? The goal is to create a group with 
intellectual diversity. Intellectual diversity is not the same as 
ethnic or gender diversity. Intellectual diversity among individuals 
in a group means different skills, different areas of expertise, 
different thinking styles, and different ways of approaching 
problems. 
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Scenario: Part 2 


Part 2 


Emily begins by analyzing the composition of her existing group. The fact that they have a solid 

' history of working well together makes her question whether they have enough intellectual 
diversity to foster "creative abrasion." After examining their thinking styles and skills, she finds a 
; few gaps. Emily then looks for people, internally and externally, who can fill those gaps. She adds 
temporary team members who cross functional boundaries. She invites outsiders to attend 

| meetings and creates a weekly lunch seminar with invited guests. Eventually, Emily gets results: 
different ways of approaching problems, plenty of ideas—and some strong disagreement. 


: Emily asks herself what she should do to manage this process. How might she further enhance 


; creativity? How should she harness the creativity? Or should she? 


What else might Emily do? 


e Create a more casual physical setting by adding comfortable 
furniture and toys 


Good choice. 


Creating a more casual and playful physical setting can add to an 
environment that fosters creativity. Companies that specialize in 
innovation often invest in designing physical settings that 
encourage the exchange of ideas. The physical setting can be 
enhanced even with a low budget—by adding a casual grouping of 
comfortable chairs, unusual magazines, engaging toys, or even a 
ping-pong table. When an environment is filled with many types of 
stimuli, it sends the message "think differently," and encourages 
people to make new connections and to think more broadly. 


e Step back and let improvisation, play, and freedom drive the 
group 


Not the best choice. 


While improvisation, play, and freedom all play a part in the 
creative process, so do the seemingly contradictory 
characteristics of planning, professionalism, and discipline. 
Managing creativity involves a number of paradoxes, such as: 
improvisation within careful planning, playfulness within the 
bounds of professionalism, and freedom disciplined by the 
confines of real business needs. 


e Establish group norms of acceptable behavior 


Correct choice. 
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Emily should help the group establish clear principles that describe 
how they want to work together. A diverse group with different 
ways of approaching problems will likely foster creativity—and 
disagreement. Emily needs to make sure the group establishes a 
way to navigate through any disagreement. Group norms won't 
prevent conflict from happening, but they can help restore order 
and turn conflict into something more substantive and productive. 


Scenario: Part 3 


: Part 3 


Emily has built a haven for creativity and innovation. She introduces techniques that encourage 
people to brainstorm, explore, modify, and experiment. Most conflict is creative, but when it 
; veers toward the more personal, Emily brings up the group norms. 


The group flourishes—until it reaches a state of bountiful plenty. Now it feels like there are too 
: many ideas and possibilities. Some ideas are both good and feasible. Others are downright risky. 
Emily senses that she needs to help the group move forward. 


What else might Emily do? 
e Impose an appropriate set of constraints 
Correct choice. 


Emily needs to help her group establish a set of constraints for 
narrowing their possibilities—and eventually making a choice. 
What are their constraints? Do they have a limited budget? Must 
they get their product to market before the end of the next fiscal 
year? How does the competition affect their choices? 


e Analyze each solution in terms of the marketability of the 
innovation, its potential cost to develop, and the time to get to 
market 


Not the best choice. 


First, Emily's group needs to establish a set of constraints for 
narrowing their possibilities. Marketability, cost to develop, and 
time to market may—or may not—be included in the criteria, 
depending on the particular situation. A group determines its 
constraints by looking at a number of factors, such as the culture, 
mission, priorities, and the high-level concept of the company and 
the project. 


e Take a chance and go for the more risky solutions. This is, after 
all, innovation time! 


http://gwiz4.gene.com/groups/Humres/development/managementor/20 | lmanagementor/innovation_and_creativity/print_topic.html 


32/56 


9/7/2016 Innovation and Creativity 


Not the best choice. 


First, Emily's group needs to establish a set of constraints for 
narrowing their possibilities. Depending on the constraints, they 
may—or may not—decide on a risky solution. A set of constraints 
helps you rule out options by identifying potential solutions that 
lie beyond the scope of your project. 


Scenario: Conclusion 


: Conclusion 


Emily led her group through a stage of divergence. She began by analyzing the composition of 

| her existing group. Next, she added people that contributed to the group's overall intellectual 
diversity. Then she invited outsiders to bring different perspectives to the group. Finally, she 

: promoted brainstorming and exploration of ideas, and encouraged the group to establish norms 
_ to help them navigate their differences. 


: Emily then led the group through a stage of convergence. She helped the group establish a set 
| of constraints to narrow its options and finally make a decision. 


Emily has successfully "managed" the creative process. 


Activity: Check Your Knowledge: Question 1 


The process of evaluating ideas to determine which are worth pursuing is called: 
e Divergent thinking 
Not the best choice. 


Divergent thinking is the process you would use to generate ideas. To evaluate different ideas or 
options to determine which are worth pursuing, you would use convergent thinking. 


e Convergent thinking 
Correct choice. 


Convergent thinking is often an evaluative process whereby you review different options to 
determine which are worth pursuing. 


e Innovation 
Not the best choice. 


Innovation is the outcome of creativity and manifests itself as the fresh changes that are 
implemented in products, processes, or services. To evaluate different ideas or options to 
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determine which are worth pursuing, you would use convergent thinking. 


Check Your Knowledge: Question 2 


Which of the following statements are true? (A) Creativity is a talent, you either have it or you don't, 
(B) The creative process is basically a solitary pursuit, (C) The smarter you are, the more creative you 
are, or (D) Age is not a clear predictor of creativity. 


e AandB 
Not the best choice. 


The beliefs that you're either creative or you're not and that the creative process is a solitary 
pursuit are common misconceptions about creativity. The only true statement is D, "Age is not a 
clear predictor of creativity." 


e All of the above 
Not the best choice. 


Statements A, B, and C are all common misconceptions about creativity. The only true statement 
is D, "Age is not a clear predictor of creativity." 


e D 
Correct choice. 


"Age is not a clear predictor of creativity" is the only true statement in the list; the other three 
statements represent common misconceptions about creativity. 


Check Your Knowledge: Question 3 


Is the following statement true or false? Most innovations are the result of a conscious, purposeful 
search, not sudden illumination. 


e True 
Correct choice. 


Most innovations are not so much the product of sudden insights as they are the result of a 
conscious process that often goes through multiple stages. 


e False 
Not the best choice. 


The statement that most innovations are the result of a conscious, purposeful search and not 
sudden illumination is actually true. Illumination is more often one stage in a series of stages 
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through which innovation unfolds. 


Check Your Knowledge: Question 4 


Creative groups often need to balance contradictory behaviors or characteristics to generate fresh 
ideas. Which of the following pairs of contradictory behaviors and characteristics does a group not 
need to balance in order to strengthen its creativity? 


e Beginner's mind and experienced perspective 
Not the best choice. 


Creative groups do need to balance beginners' perspectives with more seasoned members' 
experience. Choice number 4—focus on process and focus on results—is the correct response. 
That's because while groups need to balance process (how they work together) with results 
(what they accomplish), this balancing is not unique to the creative functioning of groups. 


e Freedom and discipline 
Not the best choice. 


Creative groups do need to balance freedom with discipline. Choice number 4—focus on process 
and focus on results—is the correct response. While groups need to balance process (how they 
work together) with results (what they accomplish), this balancing is not unique to the creative 
functioning of groups. 


e Improvisation and planning 
Not the best choice. 


Creative groups do need to balance improvisation with planning. Choice number 4—focus on 
process and focus on results—is the correct response. That's because while groups need to 
balance process (how they work together) with results (what they accomplish), this balancing is 
not unique to the creative functioning of groups. 


e Focus on process and focus on results 
Correct choice. 


While a group often needs to balance concern for process (how the group is working together) 
with concern for results, this balancing is not unique to a group's creative functioning. 


e Play and professionalism 
Not the best choice. 


Creative groups do need to balance play with professionalism. Choice number 4—focus on 
process and focus on results—is the correct response. That's because while groups need to 
balance process (how they work together) with results (what they accomplish), this balancing is 
not unique to the creative functioning of groups. 
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Check Your Knowledge: Question 5 


Creative abrasion occurs when: 


e Individuals’ different thinking styles clash, forcing them to examine new ways of looking at an 
issue 


Correct choice. 


The creative abrasion created by individuals' different thinking styles can greatly enhance a 
group's creative potential if it is managed well. 


e Individuals’ thinking styles are compatible, allowing the group to develop new ideas quickly 
Not the best choice. 


When individuals' thinking styles are similar, they may actually have greater difficulty achieving 
breakthrough ideas. "Creative abrasion" is the potential for creativity that occurs when different 
individuals' thinking styles rub against each other. If it is well managed in a group, creative 
abrasion enhances the group's creative potential. 


e Individuals in the group dislike each other 
Not the best choice. 


"Creative abrasion" is the potential for creativity that occurs when different individuals' thinking 
styles rub against each other. However, if this conflict becomes personal, the group will splinter 
and productivity will suffer. If it is well managed in a group, creative abrasion enhances the 
group's creative potential. 


Check Your Knowledge: Question 6 


Intellectual diversity and different thinking styles can generate conflict in a group. This substantive 
conflict is the same as personal conflict. True or false? 


e True 
Not the best choice. 


Substantive conflict and personal conflict are actually different. Substantive conflict occurs when 
members grapple with issues or tasks at hand; for example, two members of the group challenge 
each other's assumptions. By contrast, personal conflict has no relation to the tasks at hand. 


e False 
Correct choice. 


Substantive conflict and personal conflict are actually different. Substantive conflict occurs when 
members grapple with issues or tasks at hand; for example, two members of the group challenge 
each other's assumptions. By contrast, personal conflict has no relation to the tasks at hand. 
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Check Your Knowledge: Question 7 


Rewards of various kinds can improve a group's creativity. Pay and bonuses are examples of rewards 
that tap into an individual's: 


e Extrinsic motivation 
Correct choice. 


Pay and bonuses are extrinsic motivators: They appeal to a person's desire to attain a goal that 
is distinct from the work itself. But to encourage your group's creativity, you should augment 
extrinsic motivators with intrinsic motivators, such as challenging assignments. Intrinsic 
motivators appeal to a person's desire for self-actualization or challenge, deep interest and 
involvement in the work, or curiosity or sense of enjoyment. 


e Intrinsic motivation 
Not the best choice. 


Intrinsic motivators, such as challenging assignments, appeal to a person's desire for self- 
actualization or challenge, deep interest and involvement in the work, or curiosity or sense of 
enjoyment. Pay and bonuses are examples of extrinsic motivators: They appeal to a person's 
desire to attain a goal that is distinct from the work itself. To encourage your group's creativity, 
you should augment extrinsic motivators with intrinsic motivators. 


Check Your Knowledge: Question 8 


You're conducting a brainstorming session and participants are evaluating options and ideas as they 
generate them. Is this the best way to proceed? 


e Yes 
Not the best choice. 


Evaluating options or ideas as they are generated is actually not the best way to proceed, 
because it can stifle creativity and slow down the group's brainstorming process. 


e No 
Correct choice. 


Evaluating options or ideas as they are generated can stifle creativity and slow down the group's 
brainstorming process. 


Check Your Knowledge: Question 9 
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Three of the following techniques or strategies can be useful for brainstorming. Which one is not? 


Using guided imagery to describe an ideal scenario 
Not the best choice. 


Using guided imagery to describe an ideal scenario is a strategy or technique that could be used 
in brainstorming. 


Keeping constraints such as time and money in mind while trying to envision an ideal solution 
Correct choice. 


Keeping constraints such as time and money in mind while trying to envision an ideal solution is 
not a useful technique for brainstorming. Rather, individuals should try to break free of the 
ingrained practicality that inhibits innovative thought. 


Looking at ways to adapt the status quo, rather than invent from the beginning 
Not the best choice. 


Looking at ways to adapt the status quo, rather than invent from the beginning, is a strategy or 
technique that could be used in brainstorming. 


Systematically combining elements of a project or product in different ways and then testing 
these new combinations 


Not the best choice. 


Systematically combining elements of a project or product in different ways and then testing 
these new combinations /s a strategy or technique that could be used in brainstorming. 


Check Your Knowledge: Question 10 


A "moose on the table" is an expression describing an issue that a group is ignoring or avoiding and 
that could become a problem and impede progress. Which of the following is not something you would 
do to deal effectively with a "moose"? 


e Stop what you are doing to acknowledge the issue. 


Not the best choice. 


Stopping what you are doing to acknowledge the issue is something you would do to deal 
effectively with a "moose on the table." The issue needs to be surfaced, discussed, and resolved 
promptly by the group. The one action in the list that's not advisable is to discuss the "moose" 
with a group member one-on-one outside the group. 


If the "moose" issue involves someone's behavior, discuss this one-on-one outside the group. 


Correct choice. 
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Discussing a behavior-related issue within the group is an advisable strategy for dealing with a 
"moose on the table." The issue needs to be surfaced, discussed, and resolved in terms of the 
impact of the behavior on the group. During this discussion it is important to keep things 
impersonal. The point is not to assign blame—discuss what is impeding progress, not who. 


e Encourage the person who identified the "moose" to be specific and use examples. 
Not the best choice. 


Encouraging the person who identified the "moose" to be specific and use examples /s useful for 
dealing effectively with a "moose on the table." The issue needs to be surfaced, discussed, and 
resolved promptly within the group. The one action in the list that's not advisable is to discuss 
the "moose" with a group member one-on-one outside the group. 


e Discuss what is impeding progress, not who. 
Not the best choice. 


Discussing what's impeding progress, not who's impeding progress, is a good strategy for dealing 
with a "moose on the table," because it helps the group surface, discuss, and resolve the issue 
without affixing blame to any specific individuals. The one action in the list that's not advisable is 
to discuss the "moose" with a group member one-on-one outside the group. 


Check Your Knowledge: Results 


Your score: 


Steps for fostering creative conflict: depersonalizing issues 


1. Grant legitimacy to others and assume the best about them. 


Assume others are trying to do the right thing. 

Assume that others may see things that you miss. 

Assume that you may see things that others miss. 

Assume that conflicting views are an important source of learning. 
2. Allow all parties to the conflict a chance to speak. 


Oo O O O 


Without interruption, have all parties to the conflict: 
o Describe the data on which they based their decisions (observations, reading, reports, etc.) 
o Use their own words to describe what they saw or heard 
o Explain their interpretations 
o Explain why they decided on the action they took (or want to take) 
3. Seek to understand the differences between individuals. 


For example, ask others to comment on the interpretation of data, and then identify 
alternative interpretations. 


4. Reconcile the various actions/decisions desired by taking into account all the data and 
interpretations uncovered. 
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Steps for promoting creative conflict: surfacing unspoken issues 


Use these steps to uncover hidden conflict and minimize its potential to derail creative collaboration. 


1. Create a climate that makes people willing to discuss difficult issues. 


As the manager, you need to help your team understand the concept of "a moose on the table" 
(a significant issue or problem that is impeding progress because it is being ignored by 
everyone). You also need to initiate a conversation about how the team should handle such 
unspoken issues—before a specific situation arises. Use this checklist to set the stage. 

o Introduce the concept of a "moose on the table" when you are establishing your team 
principles. 

o Legitimize the process of identifying a moose. Make it clear that you want issues to be 
pointed out—even though the subject may seem taboo, no one will be penalized for 
pointing out a moose. 

o Also, make sure that all team members understand that anyone can point out a moose: 
pointing out an issue should not be limited to those of "higher" ranks. 

o Encourage the use of humor—it helps prevent people from being defensive. 

2. Facilitate the discussion. 


How do you manage a moose once it has been identified? Use the following guidelines: 


o If someone points out a moose, it is important to stop whatever you are doing, at least 
briefly, to acknowledge the issue. Even if you disagree that an issue exists, you must 
acknowledge that, to one person at least, a problem does exist. Otherwise, group members 
will not feel safe bringing up such issues. 

o Refer back to your team principles. As a manager, it is your job to remind the team how 
you have agreed to treat each other. 

o Encourage the person who identified the moose to be specific and use examples. 

o Keep the discussion impersonal. The point is not to assign blame—discuss what is impeding 
progress, not who. 

o If the issue involves someone's behavior, encourage the person who identified the problem 
to explain how the behavior affects him or her, rather than make assumptions about the 
motivation behind the behavior. For example, if someone is not completing work when he 
promised to, you might say, "When your work is not completed on time, the group is 
unable to meet their deadlines," not, "I know you are not really excited about this 
product." 

o If someone is not providing necessary leadership, you might say, "When you don't provide 
us with any direction, we spend a lot of time trying to second guess you, and that makes 
us feel unproductive," not, "You don't seem to have any idea what we should be doing on 
this project." 

o Discuss why the topic is taboo. 

3. Move toward closure by discussing what can be done. 

o Try to leave with some concrete suggestions for improvement—if not a solution—to the 
problem. 

o If the subject is too sensitive and discussions are going nowhere, consider adjourning the 
meeting until a (specified) later date so that people can cool down. Or, consider bringing in 
a facilitator to help keep discussions on an impersonal level. 


Steps for enhancing your own creative potential 
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Use these steps to uncover hidden conflict and minimize its potential to derail creative collaboration. 


1. 


Strive for alignment. 


Make sure that the goals of the organization you work for are consonant with your most 
cherished values. Instead of considering jobs at which you excel, think instead about jobs that 
match your deeply embedded life interests. 


. Pursue some self-initiated activity. 


Choose projects for which your intrinsic motivation is high. If you have always loved graphic 
design, try to determine why the packaging for one of your company's products leaves 
customers cold. 


. Take advantage of unofficial activity. 


The absence of official status may create a safe haven for nurturing an idea until it is strong 
enough to overcome resistance. 


. Be open to serendipity. 


Develop a bias toward action and toward trying new ideas. For instance, if an accident or failure 
occurs while you're prototyping a new LCD screen, don't dismiss it too quickly. Study it for the 
learning opportunity that may lie within. Each day, write down what surprised you and how you 
surprised others. 


. Diversify your stimuli. 


Intellectual cross-pollination gets you thinking in new directions. Develop cross-functional skills: 
rotate into every job you are capable of doing. Get to know people who spark your imagination. 
Become a lifelong learner: take classes not related to your work. Bring your insights from outside 
interests or activities to bear on your workplace challenges. 


. Create opportunities for informal communication. 


Take advantage of unanticipated opportunities to exchange ideas with colleagues. Creative 
thought often happens during spontaneous interactions between individuals. Such interactions, 
however, are only useful if real communication occurs. You must find ways to encourage and 
facilitate communication that is appropriate for the creative environment. 


Tips for providing outside stimulation for your group 


Bring in paid or unpaid interns, such as students, people seeking job transitions, etc. 

Bring in day visitors to participate in brainstorming or other activities with the group. 

Bring in temporary group members, such as people on sabbatical from other organizations or 
universities. 

Arrange reciprocal visits with other groups or organizations. 

Bring in a speaker to present a unique perspective or expertise. (Remember to look outside your 
industry or specialty.) 

Arrange a field trip to visit the site of a customer, a customer of one of your customers, or even 
a competitor. 

Arrange a field trip outside your industry to observe best practices—for example, an airline 
hoping to improve service might visit a clothing retailer known for its excellent service. 

Meet with independent inventors or entrepreneurs in your field. 

Surf the Web to view competitors' sites. 
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e Surf the Web to view how people in other industries are using the Web to fulfill the same 
functions you perform. 

e Bring in consultants to provide different perspectives. 

e Arrange workshops or training in needed skills or processes. 


Tips for enhancing the physical workspace to facilitate communication and 
interaction 


e Put the kitchen and water cooler in a central location. 

e Have a whiteboard or chalkboard that anyone can use in the kitchen and/or next to the water 
cooler. 

e Have several comfortable, casual places for people to sit and chat. 

e Have conference or meeting rooms easily accessible on short notice. 

e Make the office space open, encouraging people to drop in on each other. 

e Have a recognized and accepted signal that communicates when a person is working on a task 
that requires uninterrupted concentration (e.g., a sign on door, movable partition across cube 
entrance). 

e Put whiteboards, chalkboards, or flip charts in every meeting room. 

e Have at least one electronic whiteboard that you can print from. 

e Have paper, crayons, and colored pencils available during brainstorming sessions. 

e Encourage people to draw or doodle ideas during meetings. 

e Have videoconferencing technology available to link up with people who are not in your office. 

e Have e-mail as well as electronic discussion databases or threaded discussion capabilities to allow 
ongoing discussion of key issues and problems. 


Tips for motivating and rewarding creativity 


e Ask a high-level executive to visit the team to express his/her appreciation of what the team is 
doing or to recognize the team's work. 

e Give a reward for the craziest idea. 

e Recognize a person who has worked outside his or her preferred style or function. 

e Give a reward for collaboration. 

e Give out small, visible symbols of recognition such as plaques, T-shirts, hats, toys, etc. 

e Let team members choose which project they want to work on next. 

e Celebrate a small success by taking the group out to dinner. 

e Celebrate an interim deadline by taking off a half-day to go to a movie together. 

e Send out an e-mail, memo, group voice mail, or announcement describing (visually, if possible) 
how much work the group has done (e.g., printing out a list of all the orders received so far). 

e Send out an e-mail, memo, group voice mail, or announcement sharing positive feedback from 
outsiders, customers, or upper management about progress to date. 

e Organize a project fair in which everyone is encouraged to visit other team members (or other 
teams) to see what they are currently working on. 

e Give team members some time off, or extra vacation days. 


Tips for brainstorming sessions 


e You may want to include some customers, noncustomers, or competitor's customers in the 
brainstorming session. 
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e Be sure to provide any supporting infrastructure needed—flip charts, a table covered in paper 
used for doodling and note taking, or even an electronic whiteboard. 

e In coming up with possible solutions or ideas, be as concrete as possible. You may want to draw 
or represent some of the ideas visually. 

e Don't assume that it's business as usual, that this problem or challenge is similar to ones that 
have come before. 

e Set high aspirations—stretch goals for what you'd like your group to achieve. 

e Don't fall in love with the first possible solution you create—generate as many ideas as you can 
before evaluating and prioritizing them. 

e Remember: productive brainstorming sessions are the result of skillful facilitation. 


Creativity checklist 
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Creativity Checklist 


Use rhis cheekltss to assess the creativity dimension of your workplace, 


Your Leadership Style 

I can describe my own preferred sryte of thinking sad working. 

Edve catked with members of my group abour meir preferred modes of problem: volving 
I encourage zntellectaal conflict within my group. 

‘When group meneri disagree, Ibay thesn determine the source of tbeir differences 


Diversity of Style: 


Tans aware of the creative value of diverse thinking styles, and ory to incorporate this diversity 
in reams. 


I actively seek out or kire people with diverse backgrounds and thonkong styles. 


Ong grep recognizes Ge comflict thar creamie abraco cau cance, but alio recogaizes its 
vaine. 


We have tiken formal diagnostic tests to identify thinking or learning styles, and discussed the 
results of these assecimenrs. 


The majority Sever igneces Ge minority opinions ia say work group. 


I bave added somecue to my work group specifically becamze be'she brings a fresh 
perspective 


On work eoviroument sapports those who Gisk Gifereutiy fees Se majeciry. 


The thinking styles, skills, and experiences of my work group's members ave diverse apd 
balanced. 


f actively book for group members whose thanking styles differ from my own. 
I belp my group establish and agree upon a clear project goal at the start of each project. 


My group bas fonmalty agreed-upon bedavior guidelines for how thay chowld work together 
xod reat each other 


The Psychological Environment 
I support people taking intelligest risks, and do not penalize them whea they fail. 
There are opportunities for people so take oc avuigeesents that iovolve risk and sretch weir 


Rewards andlor recoaition are given for crescive ideas. 

As long a5 they show learniag froma the experience, group menDers are not peaalized for 
expermmentation and rick wkinz. 

The Physical Workspace 


Ow workspace tocludes somonlanag objects such as journals, sT, xod oder isem that are cot 
directly released to otg business 


T have nisde changes to ow pèysical workspace to improve communication aud creative 
toreracticn. 


I provide group members with a wide variety of racttional sad nontradicocal commmrzication j 
tools (e-mail, whiteboards, Gayens aad payer, ex). 


Group naear an exowared to make Deir workspaces reflect Des individuatity, 
Our workspace includes both areas for boisterous interaction and areas for quiet reflection. 
Bringing in Outriders or Alternative Perspectives 


Ong groep makes visits to people outside the divisice or organization mm ceder to God different 
perspectives and ideas. 


Ons group bas observed customers actually using ow product oc service in thoir own 
enironiment, 


Ong group bas Odserved ons Custoenert’ Ceitocuers Gitng cur produce or service Ih heir own 
enironment. 

Tbave arranged for speakers from other industries to come talk to or work with my group. 
Our group bar observed people uneg compennors’ products or services. 


Ow group bas benchmarked the functions and characteristics of ow products, services, or 
lorereal processes agains an industry cher Ġan ow owa 


Promoting Group Convergence 


I encourage 2h E toe oA an -relamed subjects when they 
interfere with work 


Wien a project bas been completed, I bold a debrief meeting to determine specifically what to 
do differently (or the same) the next ime. 


When I bold a debrief meeding, I always make sure that aii members can be presenz. 


When my group is stuck oc a problem, I make swe they get “down tume™ or time off to sep 
back, relax, spå allow thei subcousciows misis to work. 


Artbe end of a project, I provide a way for my group co celebrate and rejuvenate, 
Project schedules allow enough ume for group besisisormueg and discussion of ideas. 


ONH Himd Baiisais School Pal Al aps merd 
Adryud foet honapig Groape Gr Creativity and Innovation pabliubed by Hired Seboel Publiibieg. Ceasar arpit Deroty Lecmasd. 
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Form for setting a target for creative change 


Form for Setting a Target for Creative Change 
Use this form to help you think through a creanve change you would like to make, idennfiing what the benefis 
would be fo you, yonr ream, or your business. 


Whar is xs ares you want ro ranger for cream supet or Change? 
For cxonpie: new product development, improved cnctomer senice, mew marketing program. 


Within this area, what is the specific oatcouse or result you woedd ibe? 
For example five mew ideas for ment year's markenng prograws for X produci 


Whar kind of change sre you lockwag for? 
} adaptive (incremental change 10 exisong coucaro) | | orinnovanre (tomething novel or sew)? 


‘What ace che potential business benefits of this effcet? What difference will i make? 
For example: increased revenue, increaced efficiency, mereazed customer sanyaction, ox. 


‘Wat sre Ge persons! or tearm Deaeties of this efon? 


‘What is the current creative make-up of the seam members whe will work ou this creative challenge? 


* | Rostonai: logical, enalytical. fecttesed 2 Experimental: metre. mib-wking. ctegertive 3 Organa! planner. detsil-ociected 
4 Feeley. imcpecseoel emotional, feeiings-beied 


Do you Lave the right mix of stylet to excourage creatitaty? And tbe experte required? 


No. ASdinonal syes needed | | No Adiinoaal expense naaded: 


Do you kave the m-house resources to meet these needs? 
if cor, bow cas you bring io curuclers or others ro All im the gaps? For example, Aire a consulem with technical expernze. 


‘Where is the mam curveatly stack? What Dehaviors sii you mas? 


‘What meanmes can balp minimize or overcome these obstacles? 


Techniques — Select creative techniques you ll use. 
Bramiterming techaiquer (prodecing lots of erigissi jdexs while upanda hau} 
| | Pionie (for exasupte, imagitisg, i detail, an ideal | | Experimennng ( cath as combining elemeats in novel wars 
” solunee) — geod chen testing combinanecs} 


| Moding (generating sew idear by expanding on or P] Exploracory (vach as guided imagery, use of analogies, 
” adapting what avesdy exti) — meupe) 


c peobless-colving techniques: 


Pinned sequence of events: 
Activity 


‘What infeemation seeds to be <conmmuunicared co whom, aud by when? 


Who has input into the process? Who are the stakebolders? Who has veto power? 
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What communication rebicles or tools will you use? 
n ae Lane 


Who needs to be informed of resak? 


Who on the creative team: ts caking responsi cility for comammmicating the process and resalts? For gaining aligunseot and agreement? 


© 3004 Marvaré Dewtoest Schock Pedinkuag AD mgan moored 


Psychological environment for creativity assessment 


Psychological Environment for Creativity Assessment 


Use this assessment to evaluare how your corent reward srructure, group norms and attimdes, and 
management style support creativity, 


Question 

1, Are grovp guidelines already ix place? Ase they azticulated and 
disseentasced? 

Do you, as the manager, excowage risk wkicg? 
. ane people alloted to take istellizent riuks, and fail, withowt being 

. Wher someone fails, do you kelp him and the group find the Jearmng in 
the failure? 

. Do you Gistioguich beeween inyeDigeat Heres — risky, at 
Promiting) aod mirskes (something clearly avoidable’ 

SS eee ee ay eee 


. De you cwrectly have rewards foe creanve Meacvuggestious? 


. Do you bave both extimss (for example, money) and intinsic (for 
example, providing a cease of accomaplichment) rewards 28 your CITER 
reward system? 


. Do you recognize poup mentzers who successfully work ontside their 
__ Preferred thinking style or area of expertize? 


1 . Do you support insellectual conflict within your group? 
> Daven ensvmnae seule = peter ow wnachneyteigns tat mies ahjo 


. Do you reward collaboration? 


13, Do miriduals have Taedes ro chocia thelr projects or to decerna how 
they reach heir agreed-upon goals? 


|. AE Pott, at a manager, alert to fedzvidtuals who nary be turning our? 


Ideas for Improvement 


Bared on your sarwers, what refinements would you make to your group's seems? To your reward srocmre? To your own 
management style? 


© 2004 Marveed Besisois Gebos] PAiikisg AD sign eved 
Apra Doan tuming Cirnu Me Cay and Desai, PGES yr Marad Business sibe Pubaciiag. Comsat expert: Derechy Leceard 


Enhancing the creativity of the physical workspace worksheet 
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Enhancing the Creativity of the Physical Workspace Worksheet 


Use this worksheet to inventory your physical workspace and generate ideas for improvements thar rake into 
account the leval of alteration thar is possible. 


Dimension _ 


Accessible, cavaal meeting space 


{for example, books, sideos, art an 
wovls, journals) 
Space for quiet reflection 


(fer example, whissboards, balerin 
boards. e-mail) 


Emploves-only space 


Customer contact space 


Space for iadividual expression 


Game or relaxation area 


© 3004 Savard Bannan: School Potickegs AD miso reserved 
Adsqesd Sam Sonoging Croup for Crostet wed Innovation, published by Bervizd Besisics School Prbliskizg, Cectast expect Deroty Lecond 


Planning for innovation worksheet 


Planning for Innovation Worksheet 


Innovation fs an outcome of the creative process, and involves idenrifiing and implementing the new idea, Use 
this worksheet to help pian how titis idea will be rolled out, and to identify the critical factors needed for it to be 
accepted 


Generated by: 
Innovation pier fore she iieo will sabe): 


Ways 19 gain 254 eap ien support 


Sources of Resistance 


‘What ae the sources of rec stacce—peocie to policies, procedises, and so foeth—that could impede the process of innovates? 
Who Why 
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What (Or example, organfzanonal policy) 


Ways to overcome oc minimize reisance 


Immediate goals and actions planned 


Completion Date 


Target long-term actions 


© 2004 Mrevand Business Soani Pdiibag All siges roared. 
Adiyat iag Mum aqeeg Cramps Kr Craaray deat iana PAES yy Marad Bosisais Siioni Pasia Commer exper Derecky Leccod 


Form for listing attributes 
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Form for Listing Attributes 


Use this form to generate ideas about how you could improve npon any one or more anributes, or qualities of 
product, process, or procedure. List the attributes in one column, ideas for improvement in the other. This can 
be done as a solo activity, but it may be more effective with a group 


Target: (Product, process, service, thar you are seeking to improve) 
7 g FO imp: 


Attributes Ideas for Improvement 
Example A bike has a fame Make the frame tighter 


© 2004 Himd Basau Sbon Pabaabas AL nga reared, 


Why Develop Others? 


; “At the end of the day, you bet on people, not strategies.” 
_ Larry Bossidy 
_ Former CEO, AlliedSignal 


: In today’s global business environment, markets and regulations change quickly. Competitors 
constantly innovate. Technological changes are the norm. 


, In order to outmaneuver the competition and meet the demands of the moment, organizations 
| must be agile. They must execute flawlessly. And they must transform themselves continuously. 


Are your leaders ready? 


Dr. Noel M. Tichy 
_ Professor 
University of Michigan Ross School of Business 


: We have now entered an era where | don’t care what industry you’re in, you need leaders who 
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; can make decisions, make judgment calls at every single level. All the way down to the interface 
_ with the customer. 


If you go to a company like Google or any of the high tech companies, a lot of the innovation 

: that Amazon does is happening right at the front line. Go ahead, try it, put it out there, we'll 
learn from it. That cannot happen if the senior leadership doesn't have a commitment to both 
develop the leadership capability, but develop the business through engaging people at all levels 
_ of the organization. 


: Becoming a teaching organization 


| like to tell parents that they cannot delegate their responsibility to develop their children. And | 
think it is the same in an organization. Day in and day out the person that has the biggest 

| impact on people in the organization is the next level above and the associates around and 
below. And so to build a learning organization | say is not enough. Learning could be, you know 
: we are learning cooking, we are learning this or that, but teaching organizations, when | learned 
something, | have a responsibility to teach my colleagues. 


: So everybody takes responsibility for generating new knowledge and it is not enough to be a 
; learner, you then have to translate it into teaching. 


: The Virtuous Teaching Cycle 

The role of a leader is to ensure that the people who work for them and around them are better 
; every day. There's only one way to make people better. It's to teach them, learn from them, 
create what | call "virtuous teaching cycles”, not command and control. 


A virtuous teaching cycle is teach learn, teach learn. And the leader has a responsibility for 

- reducing the hierarchy, for having a point of view to start the discussion, but then to be 
responsible to hear everyone's voice, get everyone involved in a disciplined way. It is not a free 
for all. But it is the leader's responsibility to create that virtuous teaching cycle. 


7 A wonderful example of virtuous teaching cycle is the program that Roger Enrico ran at Pepsi, 
| where every one of the 10 vice presidents comes with a business project. 


Roger Enrico gets smarter as result of five days with 10 vice presidents, because he's learning 
; from them. He needs to lower the hierarchy. He needs to be open to learning. And in turn, the 
people participating need to be energized and empowered to come up and engage in problem 
: solving. 


Another example is at Best Buy, where every morning in the stores you would bring 20 
associates or so together and they would review the profit and loss statement from the day 

: before, what we learned from the different customer segments in our stores, what we can do to 
improve our performance this day. And they do that every single day. The store manager was 

| learning mostly from the associates on the floor. 


7 That was a virtuous teaching cycle were everybody is teaching everybody, everybody is learning 
and the result has been an incredible result at Best Buy. 


: “The growth and development of people is the highest calling of leadership.” 
_- Harvey S. Firestone 


Founder, Firestone Tire and Rubber Co 


There are clear advantages to leader-led development. 
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But for many leaders, taking on teaching, coaching, and other development responsibilities can 
seem daunting. You might avoid taking on these roles due to lack of time, resources, or your 
: own lack of comfort with this role. 


: The following tips and resources can help you impart valuable learning to your team every day. 


: To develop others... 
e Start with a Teachable Point of View 


| The first requirement of being able to develop other leaders is to have what I call a teachable 
point of view. | often give the example of, if | ran a tennis camp and you just came to day one of 
the tennis camp, | better have a teachable point of view on how | teach tennis. So you are 

: standing there looking at me and it has got four elements. One, the ideas, well how do | teach 
the backhand, the forehand, the serve, rules of tennis. Then if | am a good tennis coach, | have a 
: set of values. What are the right behaviors | want, how do | want you to dress, how do | want 
you to behave on the tennis court. 


i But if that's all | have, what do | do? Show you a power point presentation and then expect you 
: to hit 500 backhands, 500 serves, run around for eight hours. | have to have a teachable point 
of view on emotional energy. How do | motivate you to buy in to the ideas and values? 


: On one end of the spectrum it could be | threaten you with corporal punishment, the other | can 
give you stock options, | can make you feel good about yourself, | can help you develop as a 
;: human being, what motivates you. 


And then finally, how do | make the tough judgment calls, the yes/no, decisions as the tennis 
coach, the ball is in, the ball is out. | don't hire consultants and set up a committee, it is yes/no. 
: And the same with running a business, what are the products, services, distribution channels, 
customer segments that are going to grow top line growth and profitability of the organization. 


What are the values that | want everyone in the organization to have, how do | emotionally 

' energize thousands of people, and then how do I make the yes/no, judgments on people and on 
business issues. So the fundamental building block of being able to develop other leaders is to 

_ have that teachable point of view just like the tennis coach. 


7 To develop others... 
| @ Lead with questions 


Questions are hugely important because you want to create dialogue and again, what | call a 

_ virtuous teaching cycle where the teacher learns from the students and vice versa. Which means 
; everybody ought to be free to ask whatever is on their mind, whatever it will take to get clarity | 
and understanding, but it is not the leader just coming in and freeform asking questions. | believe 
: the leader has a responsibility for framing the discussion, for having as best they can a teachable | 
point of view, they may need help from their people in flushing it out, but they need to set the 
; stage but then it has to be a very interactive, what | call virtuous teaching cycle environment, 
teach learn, teach learn, teach learn. 


7 To develop others... 
; @ Make it part of your routine 


A good example to me of an outstanding leader developing other leaders is Myrtle Potter who at 
- the time | am commenting was Chief Operating Officer of Genentech running the commercial side 
of the business. And she would take time at the end of every single meeting and do some 
coaching of the whole team on how we could perform as a team better, and then she would 


http://gwiz4.gene.com/groups/Humres/development/managementor/20 | lmanagementor/innovation_and_creativity/print_topic.html 


51/56 


9/7/2016 


Innovation and Creativity 


: often take individuals and say, could we spend 10 minutes over a cup of coffee, | want to give 
you some feedback and coaching on that report that you just presented on or how you are 

| handling a particularly difficult human resource issue, but it was part of her regular routine. And 
| think the challenge for all of us as leaders is to make that a way of life and it is built into the 

: fabric of how we lead and it is not a one off event, three times a year. It is happening almost 

_ every day. 


To develop others... 
| @ Make it a priority 


One of the biggest challenges in getting people kind of on this path is to overcome some of their 
own resistance, either fear or the way | view the world | don't have time for this, everybody can | 
| make time. Roger Enrico is CEO of Pepsi. He didn't have time to go off for a week at a time and 
run training sessions. He had to readjust his calendar. So it requires you to look in the mirror and 

| say, is this important. If it is important, of course | can make the time. Then | have to get over 

my own anxiety on how well | can do it, but it is a commitment to get on the path that says: 

; this is how | am going to drive my own performance and the performance of my colleagues. 


: To develop others... 
e Learn to teach 


| think the biggest mistake is to assume you are going to be good at it right off the bat. It is like 
; learning anything else. First time you go out and try and play tennis, good luck. But you got to 

stay with it and you got to engage your people in helping make you better and them better. And 
: so it is a journey you need to get on, not | am going to do it perfectly when | start out. 


If you want to be a great leader who is a great teacher, it's very simple. You have got to dive 

_ into the deep end of the pool. But you've got to dive into the pool with preparation. | don't want 
you drowning. | want you succeeding. It is extraordinarily rewarding for most human beings to 

: teach others. | think once you can turn that switch on, it is self perpetuating. You get a lot of 
reinforcement, your team is better. You perform better because your performance goes up and 

_ it becomes this virtuous teaching cycle. 


: Your opportunity to develop others 


We’ve heard why developing others can drive greater business results, and how to make the 

: most of your leader-led development efforts. The materials provided in Develop Others enable 
you to create personalized learning experiences for YOUR team within the flow of their daily 
activities. Use the guides and projects to engage your team quickly. And to explore how key 

: concepts apply to them in the context of their priorities and goals. 


The value of teaching is the performance of the organization is totally dependent on making 

; your people smarter and more aligned every day as the world changes. In the 21st century we 
are not going to get by with command and control. We are going to have to get by with 

: knowledge creation. The way you create knowledge in an organization is you create these 
virtuous teaching cycles where you are teaching and learning simultaneously, responding to 
customer demands and changes, responding to changes in the global environment. My bottom 
line is if you're not teaching, you're not leading. 
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A leader’s most important role in any organization is making good judgments — well informed, wise 
decisions about people, strategy and crises that produce the desired outcomes. When a leader shows 
consistently good judgment, little else matters. When he or she shows poor judgment nothing else 
matters. In addition to making their own good judgment calls, good leaders develop good judgment 
among their team members. 


Dr. Noel M. Tichy 
Professor, University of Michigan Ross School of Business 


Dr. Noel M. Tichy is Professor of Management and Organizations, and Director of the Global Business 
Partnership at the University of Michigan Ross School of Business. The Global Business Partnership links 
companies and students around the world to develop and engage business leaders to incorporate 
global citizenship activities, both environmental projects and human capital development, for those at 
the bottom of the pyramid. Previously, Noel was head of General Electric’s Leadership Center at 
Crotonville, where he led the transformation to action learning at GE. Between 1985 and 1987, he was 
Manager of Management Education for GE where he directed its worldwide development efforts at 
Crotonville. He currently consults widely in both the private and public sectors. He is a senior partner in 
Action Learning Associates. Noel is author of numerous books and articles, including: 


For more information about Noel Tichy, visit http://www.noeltichy.com. 


Share an Idea 


Leaders are in a unique position to recognize the ideas and tools that are most relevant and useful for 
their teams. If you only have a few minutes, consider sharing an idea or tool from this topic with your 
team or peers that is relevant and timely to their situation. 


For example, consider sending one of the three recommended ideas or tools below to your team with 
your comments or questions on how the idea or tool can be of value to your organization. By simply 
sharing the item, you can easily engage others in important conversations and activities relevant to 
your goals and priorities. 


Steps for enhancing your own creative potential 
Tips for providing outside stimulation for your group 
Creativity checklist 


To share an idea, tip, step, or tool with your comments via e-mail, select the EMAIL link in the upper 
right corner of the page that contains the idea, tip, step, or tool that you wish to share. 


Discussion 1: Building a creative and innovative team 


As a manager, you are the primary designer of your group. Though you probably did not have the 
opportunity to handpick every one of your direct reports, you can help them become a highly 
productive team by shaping and molding their interactions. Effectively managing their various 
personalities can unleash your team's creative potential. A creative and innovative team benefits 
customers, employees, and long-term business performance. 


Use these resources to lead a discussion with your team about (1) critical steps in the creative 
process, (2) characteristics of creative groups and teams, and (3) building intellectual diversity. 


Download resources: 
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Discussion Invitation: Building a Creative and Innovative Team 
Discussion Guide: Building a Creative and Innovative Team 
Discussion Slides: Building a Creative and Innovative Team (optional) 
Tips for Preparing for and Leading the Discussion 


The discussion you have with your team will help them maximize their creative potential as participants 
in a project or functional team. 


Working through this discussion guide can take up to 45 minutes. If you prefer a shorter 15- or 30- 
minute session, you may want to focus only on those concepts and activities most relevant to your 
situation. 


Discussion 2: Creative ideas from outside the organization 


Much of your team’s effort to generate creative ideas is probably focused within your organization, yet 
there are many potential external sources for creative thinking. Does your team currently draw ideas 
from outside sources, such as customers? Do you and your colleagues capitalize on relationships with 
people whose perspectives may differ greatly from your own? 


Use these resources to lead a discussion with your team about (1) engaging customers in the pursuit 
of new ideas, (2) using Web research to generate creative ideas, and (3) building your network of 
creative influencers. 


Download resources: 


Discussion Invitation: Creative Ideas from Outside the Organization 
Discussion Guide: Creative Ideas from Outside the Organization 
Discussion Slides: Creative Ideas from Outside the Organization (optional) 
Tips for Preparing for and Leading the Discussion 


The discussion you have with your team will help them identify new ways to engage outside resources 
to stimulate creative ideas. 


Working through the discussion guide can take up to 45 minutes. If you prefer a shorter 15- or 30- 
minute session, you may want to focus only on those concepts and activities most relevant to your 
situation. 


Start a Group Project 


Just like any change effort, successfully incorporating new skills and behaviors into one’s daily 
activities and habits takes time and effort. After reviewing or discussing the concepts in this topic, 
your direct reports will still need your support to fully apply new concepts and skills. They will need to 
overcome a variety of barriers including a lack of time, lack of confidence, and a fear of making 
mistakes. They will also need opportunities to hone their skills and break old habits. To help ensure 
their success, you can provide safe opportunities for individuals and your team as a whole to practice 
and experiment with new skills and behaviors on the job. 


For example, to encourage the adoption of new norms, you can provide your team members with 
coaching, feedback, and additional time to complete tasks that require the use of new skills. 
Management approaches such as these will encourage team members to experiment with new skills 
until they become proficient. 
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Group learning projects provide another valuable technique for accelerating team members’ 
development of new behaviors. A group learning project is an on-the-job activity aimed at providing 
team members with direct experience implementing their new knowledge and skills. Through a learning 
project, team members discover how new concepts work in the context of their situation, while 
simultaneously having a direct and tangible impact on the organization. 


The documents below provide steps, tips, and a template for initiating a group learning project with 
your team, along with two project recommendations for this topic. 


Download resources: 


Tips for Initiating and Supporting a Learning Project 

Learning Project Plan Template 

Learning Project: Physical Workspace Assessment and Improvement 
Learning Project: Team Brainstorming Session 


How Pixar Fosters Collective Creativity 


Ed Catmull. "How Pixar Fosters Collective Creativity." Harvard Business Review, September 2008. 


Download file 


Summary 


Many people believe that good ideas are rarer and more valuable than good people. Ed Catmull, 
president of Pixar and Disney Animation Studios, couldn't disagree more. That notion, he says, is 
rooted in a misguided view of creativity that exaggerates the importance of the initial idea in 
developing an original product. And it reflects a profound misunderstanding of how to manage the 
large risks inherent in producing breakthroughs. In filmmaking and many other kinds of complex product 
development, creativity involves a large number of people from different disciplines working effectively 
together to solve a great many inherently unforeseeable problems. The trick to fostering collective 
creativity, Catmull says, is threefold: Place the creative authority for product development firmly in the 
hands of the project leaders (as opposed to corporate executives); build a culture and processes that 
encourage people to share their work-in-progress and support one another as peers; and dismantle the 
natural barriers that divide disciplines. 


Creativity and the Role of the Leader 


Teresa M. Amabile and Mukti Khaire. "Creativity and the Role of the Leader." Harvard Business Review, 
October 2008. 


Download file 


Summary 


In today's innovation-driven economy, understanding how to generate great ideas has become an 
urgent managerial priority. Suddenly, the spotlight has turned on the academics who've studied 
creativity for decades. How relevant is their research to the practical challenges leaders face? To 
connect theory and practice, Harvard Business School professors Amabile and Khaire convened a two- 
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day colloquium of leading creativity scholars and executives from companies such as Google, IDEO, 
Novartis, Intuit, and E Ink. In this article, the authors present highlights of the research presented and 
the discussion of its implications. At the event, a new leadership agenda began to take shape, one 
rooted in the awareness that you can't manage creativity—you can only manage for creativity. A 
number of themes emerged: The leader's job is not to be the source of ideas but to encourage and 
champion ideas. Leaders must tap the imagination of employees at all ranks and ask inspiring 
questions. They also need to help their organizations incorporate diverse perspectives, which spur 
creative insights, and facilitate creative collaboration by, for instance, harnessing new technologies. 


Don't Try This Offshore 


Stephen Brown, Daniel H. Pink, John Chuang, Richard Phelps, and Charlie Wrench. "Don't Try This 
Offshore." Harvard Business Review, September 2008. 


Download file 


Summary 


Since the mid-1990s, management-metaphor boutique Serendipity Associates (SA) has been offering 
clients sizzling similes and snappy sound bites. But the head of SA, Barton Brady, gets word that 
someone is now poaching in his territory. It's the low-rent operation Tropes R Us, which has started 
offshoring production to Ireland and will soon flood the market with high-quality, low-cost metaphors. 
Does this move confirm Brady's fear that the U.S. is losing its competitive edge in right-brain work? 
Four experts comment on this fictional case study. Daniel H. Pink, an author and consultant, says SA 
should move to higher ground—to find new ways to differentiate itself on the basis of right-brain 
capabilities that will be difficult to offshore. Doing this, he writes, requires an education system that 
nurtures creativity. John Chuang, CEO of talent consulting firm Aquent, writes that Brady could rally 
U.S. citizens to protest the country's current immigration policy, which makes it difficult for companies 
to import top talent. Brady should also broaden the definition of SA's business. Richard Phelps, a 
human resource executive at PricewaterhouseCoopers, argues that contrary to the prevailing view of 
many in the West, workers in emerging economies are equal to the demands of creative work. SA 
should assemble the best right brains on the planet and either hire them or contract with them to 
represent the SA brand. Charlie Wrench, the CEO of brand and design consulting firm Landor 
Associates, advises Brady not to worry about his country—which Wrench believes will continue to 


attract a disproportionate share of the world's creative talent—but about his multinational clients, who 


need service providers to display a powerful combination of right-brain and left-brain skills. 
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